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Proposed Action: Provide direction on principles and processes for Partnership’s adoption of 
ecosystem recovery targets as part of the 2011 revision of the Action Agenda. 
 
Summary:  An important function of the Puget Sound Partnership is to develop targets for 
ecosystem recovery to guide and allow evaluation of recovery activities.  Setting targets is a key 
step in the Partnership’s role of holding the system accountable for progress toward recovery.  
The Partnership will adopt ecosystem recovery indicators for its Dashboard of ecosystem 
indicators and for reductions in key ecosystem pressures as part of the 2011 revision of the 
Action Agenda. Two targets will be discussed at this meeting and others will be advanced to the 
Leadership Council for adoption in June 2011.  The Partnership’s principles and processes for 
developing candidate targets and for adopting targets can be clarified by this discussion.  
 
Background:   The Leadership Council, Science Panel, and Ecosystem Coordination Board 
have discussed target setting at meetings throughout 2010 and early 2011.   
 
On December 14, 2011, the Panel met in a workshop with members of the Council and Board 
and with staff to discuss the implications of the findings of the Puget Sound Science Update.  A 
key result of this discussion was a recommendation that the Partnership adopt ecosystem 
recovery targets to address the full breadth of the Partnership’s interests in a recovered 
ecosystem.   
 
Attachment 1 provides slightly modified version of a January 7 document articulating the 
Partnership staff commitment to advancing target setting in a manner that is responsive to the 
December 14 discussion.  The January 7 document was discussed with the Science Panel on 
January 11 and included in meeting materials provided in advance of the February 3 meeting of 
the Ecosystem Coordination Board.  The modification clarifies that targets are not expected for 
three of the Dashboard indicators:  quality of life index (indicator still under development); 
Sound behavior index (indicator still under development); commercial fish harvest (lacking 
science on how harvest contributes to human well-being) 
 
Attachment 2 provides staff perspective on the Partnership’s principles and processes for target 
setting.  This document is intended as a companion to the January 7 document to elaborate and 
better articulate some of the issues related to target setting. 
 
Analysis: Per RCW 90.71.310(1)(c), “The action agenda shall include near-term and long-term 
benchmarks designed to ensure continuous progress needed to reach the goals, objectives, 
and designated outcomes by 2020.”   Per RCW 90.71.280(3), “the [leadership] council shall 
confer with the [science] panel on incorporating … benchmarks into the action agenda.”   
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The Partnership has applied the term “targets” to refer to long-term benchmarks designed to 
ensure progress needed to reach goals.   
 
The current Action Agenda does not include targets to express the desired ecosystem 
conditions related to recovery.  Partnership staff and boards anticipate that establishing 
ecosystem recovery targets will be a key improvement in the 2011 revision of the Action 
Agenda.  Targets will be used to by the Partnership, EPA, the Governor, the Legislature, and 
the public to evaluate recovery progress. 
 
As noted by the Partnership’s Science Panel, targets for ecosystem recovery are expressions of 
desired states of the Puget Sound ecosystem and can be informed by scientific information.   
 
Issue 1:  Do recovery targets consider feasibility and management effort? 

 

Page 2 of “Principles and Processes for Target Setting” (February 3, 2011; Attachment 2) 
recognizes that the Leadership Council might consider the feasibility of achieving a result and 
reflect the organization’s commitment to new or increased recovery efforts as it adopts recovery 
targets.  This principle has not been discussed or adopted by the Leadership Council. 
 
The February 3, 2011 ECB discussion of potential recovery targets suggested that the 
Partnership’s recovery targets should characterize a healthy, resilient Puget Sound ecosystem. 
Board members suggested that the Partnership’s targets should not incorporate considerations 
of the feasibility of results or likelihood that results would be achieved.  The ECB suggested that 
any consideration of feasibility be done following an objective review of the science.   

 

A performance management perspective – presented in “How to Set and Manage with Targets” 
(B. Willet, OFM 3/31/2009), a publication of Governor Gregoire’s Government Management 
Accountability and Performance (GMAP) office – suggests that targets reflect an organization’s 
intent to change performance conditions to achieve the specified result.  Willet offers the 
following definitions to distinguish aspirational goals from performance targets: 

 

• Goal – A condition or state that an organization is striving to achieve.  Goals are usually 
long-term and may be beyond what might reasonably be expected to be achieved. 
 

• Target – An organization’s intended results for a program or service [set to show the 
magnitude of desired change].  If current performance is not currently capable of 
regularly meeting or exceeding the target, there is an implication that the organization 
will change or improve something to meet or exceed the target. 

 
(Emphasis added) 

 
The distinction between aspirational goals and performance targets might be further explained 
by different applications of the SMART mnemonic for developing performance objectives. 
Targets in the sense conveyed by the ECB (performance management’s goals) and 
performance targets would both be (S) specific and (M) measurable.  Targets as defined by the 
ECB would be (A) aspirational or ambitious and (R) relevant.  In contrast, performance targets 
would be (A) appropriate or achievable and (R) realistic.  Either concept of target would be (T) 
time bound, although there might be differences about how the timeframes relate to 2020. 
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Leadership Council discussion and guidance related to the distinction between these two 
concepts will help clarify the nature of targets that will be adopted by the Partnership.  Specific 
questions for Leadership Council consideration and discussion include: 
 

• Should the Partnership’s ecosystem recovery targets be set as aspirational goals? 
 

• If the Partnership’s ecosystem recovery targets are set as aspirational goals, might it be 
appropriate for the Partnership to adopt intermediate performance measures that we 
(and our funders, evaluators, and the public) expect to be achieved?  
 

• Should we articulate the resource commitments and behavioral changes necessary to 
achieve ecosystem recovery targets and/or intermediate performance measures? 
 

• Should the Partnership’s ecosystem recovery targets refer to timeframes beyond 2020?  
Or do the Partnership’s targets reflect aspirations or realistic expectations for conditions 
in 2020? 

 
Issue 2:  How can we best ensure appropriate science and policy engagement in target setting? 
 
Attachments 1 and 2 describe an approach to Partnership target setting that relies on 
development of technical background information, solicitation and consideration of stakeholder 
perspectives on potential targets, and Leadership Council decisions on targets.   
 
Background information to support targets is being developed by subject matter experts, 
“Indicator Champions” for Dashboard indicators and teams convened to develop information to 
support pressure reduction targets.  Following this first technical phase of work, strategy, 
program, and policy considerations related to options for targets will be discussed by 
implementers and stakeholders.  Stakeholder perspectives will be summarized for consideration 
by the Leadership Council.   
 
This phased process with the separation between science and program/policy input is a 
modification of the integrated, interdisciplinary team approach suggested previously by 
Partnership staff.   
 
Does the Leadership Council concur with two phased approach: first reviewing the science and 
then considering implementation issues? 
 
Issue 3: How will the Partnership revise targets adopted in 2011 and add new targets?   
 
Attachments 1 and 2 acknowledge that the Partnership will set additional targets and improve 
existing targets based on improvements in scientific understandings (e.g., about ecosystem 
conditions or pressures on the ecosystem).  Page 2 of Attachment 2 expresses the principle that 
reevaluation of recovery targets would be triggered by evaluation of scientific information at the 
direction of the Science Panel.  The Leadership Council may request, at any time, that the 
Science Panel review the availability of new scientific information that might support 
reevaluation of recovery targets.   
 
Does the Leadership Council concur with this approach? 
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Next Steps: 
1. Leadership Council adopts targets for eelgrass and shellfish beds restored 
2. Staff and partners develop background information for remaining targets 
3. Scientific review completed for remaining targets 
4. Stakeholder and implementer input gathered on options for the Partnership’s ecosystem 

recovery targets 
5. Leadership Council adopts remaining targets 

 
Attachments: 

• Attachment 1:  Setting recovery targets for the Puget Sound ecosystem (January 7, 
2011, modified) 

• Attachment 2:  Principles and processes for target setting (February 14, 2011) 

*
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